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energizedwork.com

Gus Power Kris Lander
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THE

ENERGIZED
WAY

MAXIMIZING CLIENT PROFIT
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THROUGHPUT
TESTABILITY
REPEATABILITY
MANEUVERABILITY
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See http://blog.staffannoteberg.com
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UK’s premier Entertainment site

180M page impressions / month
3.7M unique users / month
Average page weight of 2MB

9 wks:
Standalone
alpha

17 wks:
Parallel-
flight beta

20 wks:
Live replacing
all existing sites

69 wks:
Still adding
new features
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KEEP
IT
MOVING
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Sustainable throughput

KEEP IT MOVING

Follow the money and ‘ship’ every iteration to
production

Minimize work in process

Keep it visible with a £ value

Financials

Avoid inventory
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KEEP IT MOVING

Profit v. Return (%) Cost per unit v. Units delivered Capacity cost v. Velocity

Rework completed v. Rework queue Flow
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1-Week iteration

KEEP IT MOVING

Focus relentlessly on delivering profitable features
every week

Start thinking about ‘done’ straight away

Start on Wednesdays

Surfaces waste

Regulates pressure over longer periods

Flushes out breaks in value stream



2008 Energized Work. 11

Automated deployment

KEEP IT MOVING

Maintain a 1-click deploy that requires no manual
intervention

A / B legs; no down time

Use separate queue

Test, Perf, Demo, CI (scaled versions of Prod)

Hudson, Gant

Robust and repeatable

Automated schema/data migration

Check deployed version
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Iterate to get something out there

KEEP IT MOVING

Enrich the functional depth of features iteratively

‘Cheapest’ solution first

Business learns what it needs
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Dealing with bugs

KEEP IT MOVING

Fix bugs as soon as they’re discovered

Within slice, interrupt pair and fix in story

Outside story, write pink card with visible
priority at top of board

No bug backlog and no tracking tool

Onsite customer says what’s really a bug
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Managing technical debt

KEEP IT MOVING

Don’t get into debt. If you do, repay some of it every
iteration

Blue card always visible with £ value

Team decision

Confront value fetishists
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KEEP
IT
WORKING
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Test-driven development

KEEP IT WORKING

Working from the outside in, drive with tests to keep
code habitable, testable and maneuverable

Acceptance criteria create common language

Executable acceptance tests

Do the valuable refactorings

Low cost of change

Maintain options with ‘succession’
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KEEP IT WORKING

HttpUnit: Concurrency, validation, load

jUnit: Controllers, TagLibs,
utilities, services, domain object
behaviours and constraints

Selenium: Functional, demonstrate user
journeys

JsUnit: Client-side javascript

Integration: CRUD (database),
domain objects and some services
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KEEP IT WORKING

JavaScript

Controller TagLib

Service Domain

Database

JsUnit

HttpUnit

jUnit

Integration
(CRUD)

Selenium

Container
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KEEP IT WORKING
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KEEP IT WORKING
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???
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Continuous feedback

KEEP IT WORKING

Develop stories in vertical slices to create
opportunities for feedback

Follow the dots to ‘done’

Interaction designer sees feature evolve

Tester does exploratory testing

Onsite customer steers feature evolution
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Pair-programming

KEEP IT WORKING

Work in pairs all the time using ‘Pomodoro’ 25-minute
time-boxing

Maintain focus on the acceptance
criterion and getting the slice done

Maintain energy levels and pace
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Collective ownership

KEEP IT WORKING

Swap the story owner at least twice a day

No shirking duties as pair

Timeouts, dojos, whiteboard sessions

Knowledge sharing helps create
generalizing specialists
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Rolling ownership

Owner

1/2 day

Stand-up

1/2 day

Stand-up

1/2 day

After lunch

1/2 day

After lunch

Owner
Day 1 Day 2

2-day story and 5 people worked on it

KEEP IT WORKING

Kris OdetteKevPirate Rob

Odette KevGusKris
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KEEP
IT
TOGETHER
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Continuous integration

KEEP IT TOGETHER

Always stay on the trunk and check in at least every
2 hours

Only running tested code

Single code base

Always run the build locally first
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Automated build

KEEP IT TOGETHER

Follow the money and ‘ship’ every iteration to
production

Virtualization and parallelization (test constraints)

Get value from tests

RPMs

Drive optimization and non-functional tests
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Build, front and centre

KEEP IT TOGETHER

Keep the build status very visible using really big
monitors around the bullpen

Selenium runs - Multiple browsers in parallel

Periodic screen clear

Pass / Fail - Fun with avatars

Build stats / Hudson schedule
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KEEP IT TOGETHER
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Build discipline

KEEP IT TOGETHER

Make broken builds noisy and annoying

Wear hats to indicate ownership

‘Stop the line’

False negatives still require resolution
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KEEP IT TOGETHER
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KEEP
IT
REAL
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Continuous ‘environmenting’

KEEP IT REAL

Team administers and supports all its environments

Team develops expertise in how product runs

Freedom to innovate in the ‘system space’ to
meet business needs

Stops team shipping crap to production

Monitoring and alerting with Nagios and Munin
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KEEP IT REAL
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KEEP IT REAL
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Optimize at the right time

KEEP IT REAL

Make optimizations in the context of ‘the whole’

View results in interactive graphs (Open Flash
Chart 2, Flot, Google Charts) and compare
before and after

Play scenarios through the real system using
Selenium, JSUnit, Junit, HttpUnit tests
measuring with Jamon
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KEEP IT REAL
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Fail over with confidence

KEEP IT REAL

Test failover regularly with automated tests

Tests redundancy at every level

Tests monitoring and alerting
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That ‘other stuff’

KEEP IT REAL

The operational stuff - all the non-code computer
stuff - is a team responsibility

Yellow cards

Sysadmin pairs with developers

Manage external dependencies as
partnerships

Test-driven
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KEEP
IT
COMING



2008 Energized Work. 49

Charter a course

KEEP IT COMING

Set out a charter that visualizes where you’re trying
to get to

‘Futurespective’ success criteria

Vision and goals

High-level roadmap and Activity stories
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User stories

KEEP IT COMING

Tasks

Tools

Activities
ambiguity Cards

functional d
ep

th

Jeff Patton, http://agileproductdesign.com
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Give the backlog some luvin’

KEEP IT COMING

Onsite customer constantly ‘works the board’ to
maximize profit

Pairs with tester to evolve story cards
from ‘activities’ to ‘tasks’ to ‘tools’

Watch and react to buffer levels

Just enough for 4 weeks (t-shirts)
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Planning

KEEP IT COMING

Pull in more cards with an ‘on-demand’ planning
game

‘Pomodoro’ planning - Whole team estimates
stories in real time using planning poker

Pre-planning - Onsite customer, tester and 2
developers review acceptance criteria / wire-
frames and sizes stories to be 1/2 - 3 days
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Showcase

KEEP IT COMING

Stimulate the client to decide whether to fund more
iterations, or not

Protect the showcase by managing the run-in

Sponsor and onsite customer always attend

Same time, same place - Tuesday at 16:30

PR Event - Rehearse. Compered by onsite customer.
Last owner demos story.
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WE MAXIMIZE PROFIT BY
‘SHIPPING’ RUNNING TESTED
FEATURES TO PRODUCTION AT
LEAST EVERY WEEK
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AUTOMATION GIVES US
MOBILITY SO WE
CONTINUOUSLY INVEST IN IT
TO KEEP IT CHEAP
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WE DON’T TRACK BUGS
WE FIX ’EM
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WE MANAGE DEBT SO THAT WE
CAN KEEP MOVING FAST
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WE’RE COLOCATED BECAUSE
THE CONVERSATIONS NEVER
STOP
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WE LEARN WHAT’S NEEDED
BY ITERATING WITH A
FULL-TIME ONSITE CUSTOMER
AT THE WHEEL
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OUR PEOPLE ARE ‘CHILLED’
AND OUR TEAM IS RESILIENT
BECAUSE WE PAIR-PROGRAM
ALL THE TIME



2008 Energized Work. 66

WE MAINTAIN A RIGOUROUS
TEST-DRIVEN APPROACH
THROUGH OUR PERSONAL
DISCIPLINE
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THE BUILD MONITORS ARE
OUR FOCAL POINT
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IF WE BREAK THE BUILD WE
FIX IT IMMEDIATELY,
OTHERWISE WHAT’S THE
POINT OF HAVING IT
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WE OPERATE ALL OUR
ENVIRONMENTS, INCLUDING
PRODUCTION



2008 Energized Work. 70

NON-FUNC AND SYSADMIN
WORK IS PART OF OUR
PRODUCT DEVELOPMENT AND
NOT AN AFTERTHOUGHT
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WE WRITE STORIES TO BE A
LITTLE AMBIGUOUS TO
ENSURE CONVERSATION
HAPPENS
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WE PLAN JUST ENOUGH
WHEN WE NEED IT TO
PREVENT US STALLING
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WE MAKE THE SHOWCASE
COUNT BECAUSE OUR CLIENT
WILL DECIDE WHETHER TO
INVEST MORE MONEY
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HIRE THE RIGHT PEOPLE
AND THEY’LL CREATE THE
RIGHT ENVIRONMENT
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WORK WITH
THE RIGHT CLIENTS
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KEEP IT MOVING
KEEP IT WORKING
KEEP IT TOGETHER
KEEP IT REAL
KEEP IT COMING


